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Introduction

On the morning of December 26, 2000, in the quiet suburban community of Wakefield,

Massachusetts, the nature, character, and very identity of the community was changed

forever. In a state and a region where people feel they are different, "more civilized" as

one major Boston newspaper editorialized at the time, the idea that the actions of one

person {a co-worker) would place Wakefield on a list of the most violent workplace

rampages in the United States was beyond belief. Sadly, today the people who live and

work there find themselves near the top of that very list.

In a matter of minutes on the day after Christmas, seven people were murdered when a

man armed with a semiautomatic assault rifle, a 12-gauge shotgun, and a pistol walked

into the offices of Edgewater Technologies and began to systematically move through the

building shooting and killing his co-workers. The apparent reason for the shooting spree

was that he was upset because the Internal Revenue Service had begun to garnish his

wages to pay back taxes he owed. He took his anger out on the innocent employees of

this company.

Could this tragic event have been avoided? Were there warning signs that went

undetected in the days preceding the attack? These are some of the questions State

Senator James P. Jajuga (D-Methuen) and State Representative Timothy J. Toomey, Jr.

(D-Cambridge), Senate and House Chairs of the Legislature's Joint Committee on Public

Safety, along with members and staff of the committee, have sought answers to over the

course of the past five months as they have studied and conducted extensive research into

the issues surrounding violence in the workplace. Chairmen Jajuga and Toomey felt that

it was their responsibility to address this important issue, in a sensitive and respectful

manner, by holding an informational public hearing; reviewing current literature, data,

and government reports; and discussing the issue with experts in an effort to broaden the

understanding of workplace violence, and to see what actions, if any, state government in

Massachusetts should take to address the problem.

The research process began on February 13, 2001, when the Committee held a public

hearing to solicit testimony from experts in the fields of public safety, mental health, and

law enforcement, as well as representatives of business and industry. Among those who
testified were Jane Perlov, Massachusetts Secretary of Public Safety; Martha Coakley,

Middlesex County District Attorney; Stephen Doherty, Chief, Wakefield Police

Department; Edward Davis, Superintendent, Lowell Police Department; Marylou

Sudders, Commissioner, Massachusetts Department of Mental Health; Daniel Jamroz,

Major, Massachusetts State Police; Professors James Alan Fox and Jack Levin,

Northeastern University; Richard McDonald, Regional Investigative Services, Fleet

Boston; Robert Jacobs, Deputy Director of Security, Verizon; and Lynda Slevoski, Vice

President of Employee Relations, Associated Industries of Massachusetts, as well as

members of the general public.

The Joint Committee on Public Safety would like to thank those individuals who took the

time to speak with us and assist in the development of this report. We would like to





extend a special thanks to the local law enforcement officials from the North Eastern

Massachusetts Law Enforcement Council (NEMLEC), and in particular Wakefield Police

Chief Stephen Doherty whose observations, insights, and analysis helped to focus the

Committee on what it feels are the most important issues that require its attention.

Summary of Recommendations

The Joint Committee on Public Safety has grouped twenty-one (21) specific

recommendations for addressing issues of workplace violence into four (4) broad

categories. These recommendations represent those ideas, proposals, and initiatives that

the Committee believes will help to begin the process of addressing the issue of violence

in the workplace. As all of those affected by this critical issue come together and work

towards the implementation of these recommendations and others that are developed in

the future, the Joint Committee on Public Safety will continue to offer a forum for

discussion and legislative support.

The recommendations of the Committee are as follows:

Research

• Establish a workplace violence pilot initiative to reduce incidents

of violence through partnerships between local law enforcement

and companies and industries in their community.

Identification

• Train all managers in employee relations.

• Provide handbooks to all managers on how to identify risk factors.

• Increase the sharing of information between private industry and

law enforcement.

• Create a special workplace violence taskforce.

Prevention

• Develop zero tolerance policies on violence, threats, harassment,

and bullying.

• Provide clear explanations of relevant corporate policies to all

employees, corporate contractors, and managers.





• Provide adequate/improved severance packages and

outplacement assistance to workers who are being laid off or

terminated.

• Provide counseling to employees being released.

• Ensure company awareness of and assistance with issues such as

employee stress, economic issues, and the general frustrations of

life.

• Establish a statewide, confidential toll-free "800" workplace

violence prevention/reporting telephone number.

• Humanize the workplace to focus on culture, manager skills, and

relationships.

• Promote civility and respect as being equal to profit.

• Increase the role of the Massachusetts Department of Mental

Health (DMH).

• Encourage the public and private sectors to work together.

• Formulate educational programs in occupational safety and

prevention related training.

Preparedness

• Establish police preparations, preplans, safety measures, and threat and
risk assessments.

• Increase availability of medical training and equipment.

• Increase communication between corporate security personnel and local law

enforcement.

• Increase use by companies of safety and security seminars offered by law

enforcement personnel.

• Develop company incident response policies.





Findings: Scope ofthe Problem

In order to gain a greater understanding of the scope of the problem of workplace

violence, it is helpful to have a definition of this category of violence. According to the

National Institute for Occupational Safety and Health (NIOSH), a Federal agency within

the Centers for Disease Control and Prevention responsible for conducting research and

making recommendations for the prevention of work-related disease and injury, a

reasonable working definition of workplace violence would be "violent acts, including

physical assaults and threats of assault, directed toward persons at work or on duty.
"

Utilizing this definition and data provided by the U. S. Department of Justice, the

Committee finds that homicide is the second leading cause of fatal occupational injury

across the nation. Crime statistics in the workplace between 1992 and 1996 revealed

approximately:

1000 murders;

1.5 million simple assaults;

84,000 robberies;

51,000 rapes and sexual assaults; and

396,000 aggravated assaults.

The Bureau of Labor Statistics' Census of Fatal Occupational Injuries identified that 12%
of the total U.S. fatal workplace injuries in 1998 were due to homicides. Further, the

Federal Bureau of Investigation found that between 1986 and 2001 there were 19 fatal

workplace shooting incidents. Of these, 72% were committed by present or former

employees and 98% resulted in multiple deaths up to 24 persons.

In the July 1996 NIOSH Intelligence Bulletin entitled Violence in the Workplace: Risk

Factors and Prevention Strategies the following information was provided:

• Violence is a substantial contributor to death and injury

on the job. NIOSH data indicates that homicide has

become the second leading cause of occupational injury

death, exceeded only by motor-vehicle-related deaths.

Estimates of nonfatal workplace assaults vary

dramatically, but a reasonable estimate from the National

Crime Victimization Survey is that approximately 1

million people are assaulted while at work or on duty each

year; this figure represents 15% of the acts of violence

experienced by U.S. residents aged 12 or older.

• The circumstances of workplace violence differ

significantly from those of other homicides. For example,

75% of all workplace homicides in 1993 were robbery-

related, but in the general population only 9% of

homicides were robbery-related, and only 19% were

committed in conjunction with any kind of felony





•

(robbery, rape, arson, etc.) Furthermore, 47% of all

murder victims in 1 993 were related to or acquainted with

their assailants, whereas the majority of workplace

homicides (because they are robbery-related) are believed

to occur among persons not known to one another. Only

17% of female victims of workplace homicides were

killed by a spouse or former spouse, whereas 29% of the

female homicide victims in the general population were

killed by a husband, ex-husband, boyfriend, or ex-

boyfriend.

Violence is not distributed randomly across all

workplaces but is clustered in particular occupational

settings. More than half (56%) of workplace homicides

occurred in retail trade and service industries. Homicide is

the leading cause of death as well in finance, insurance,

and real estate. 85% of nonfatal assaults in the workplace

occur in retail and service trade industries. As the U.S.

economy continues to shift toward the service sectors,

fatal and nonfatal workplace violence will be an

increasingly important occupational safety and health

issue.

In terms of financial impact to the country's economy, a year-to-year study conducted by

a private industry group, The Workplace Violence Research Institute, in 1 995 estimated

that workplace related violence resulted in a $35.4 billion annual loss for American

businesses and industries. The study involved interviewing more than 600 professionals

in various disciplines affected by workplace violence, including human resources,

corporate and facility security, corporate and labor legal counsel, employee assistance,

risk management, and line operations. Those who participated represented both the

private and public sector, with organizations ranked small, medium, and large, including

a number in the Fortune 500. They were asked to place incidents that had occurred at

their workplace during the period of the study into one of five categories: fatalities, rapes,

aggravated assaults, threats, or acts of harassment. Estimates of the cost of each aspect of

the individual incidents were developed and measured against national estimates of the

occurrence of these incidents in the workplace.

From the information provided to the Committee, it is obvious that the issue of workplace

violence is nothing less than a national crisis. As shocking as the statistics provided

above are, the FBI estimates that only 42% of violent workplace victimizations are

reported to police. When attempting to discern the reasons for this lack of reporting,

many questions need to be addressed:

• Is there a problem of denial - a belief that "it can't happen

here" by both employers and employees that is presenting

a major barrier in addressing workplace violence?





• Is there a company policy or culture against reporting

workplace violence?

• Does workplace violence reporting negatively affect the

corporate image?

The "litmus test" for answering these questions and others like them is: If these acts

occurred at home, school, or in the neighborhood, would they be reported? The

committee believes that the answer is an unequivocal YES.

As the National Institute of Occupational Safety and Health concludes, "the long-term

efforts to reduce the level of violence in U.S. society must address a variety of social

issues such as education, poverty, and environmental justice. However, short-term efforts

must address the pervasive nature of violence in our society and the need to protect

workers. We cannot wait to address workplace violence as a social issue alone but must

take immediate action to address it as a serious occupational safety issue."

Similar to the issues of violence in our schools, and before that, violence in the home, the

committee believes that the issue of workplace violence must be addressed through a

collaborative process where the principles of "community-oriented policing," which have

been so successful at reducing crime across the county, be applied to the workplace. This

process should facilitate the establishment of partnerships between state and local police

and commercial activities in each community to not only achieve increased reporting, but

to begin to identify and implement strategies which will lead to safer and more

productive workplace environments.

Addressing Workplace Violence: A Community Policing Approach

While no single study, report, or program can be expected to serve as a 'cure-all' or

'silver bullet' for dealing with the complex issue of violence in the workplace, the Joint

Committee on Public Safety believes that the successes achieved in Massachusetts, across

the country, and in many foreign nations at reducing not only the rate of criminal activity,

but also the fear of crime and violence experienced by the citizenry through the

community policing model of law enforcement deserves attention as a possible approach

to dealing with violence and other safety and security issues in our places of employment.

In recent years, the United States Office of Personnel Management (OPM) has concluded

that while preventing workplace violence is a growing concern in the United States,

public interest and media attention have focused generally on dramatic but very rare

types of violence. It is the position ofOPM that planners of workplace violence programs

face a dual challenge of reducing employees' anxiety about very rare risk factors while

focusing their attention on more likely sources of danger. Undue anxiety about the "office

gunman" can stand in the way of identifying more significant, but less dramatic risk

factors such as poorly lighted parking lots or gaps in employee training programs. This





anxiety can also make it more difficult to cope with one of the most common workplace

violence problems - the employee whose language or behavior frightens coworkers.

OPM, whose responsibility is to develop comprehensive approaches to analyzing and

responding to threats or incidents of violence in the federal workplace, identified the

benefits of joint efforts between experts such as law enforcement officers, security

specialists, criminal investigators, Employee Assistance Program counselors, forensic

psychologists, and union officials in not only dealing with instances of workplace

violence, but in developing strategies which can help to minimize and even prevent

violence in places of employment.

OPM has found that the experience of agencies that have developed workplace violence

programs has shown that managers are more willing to confront employees who exhibit

disruptive and intimidating behavior when they are supported by a group of specialists

who have done their homework, and are prepared to reach out to others when they know
a situation is beyond their expertise. This team approach promotes creative solutions and

much needed support for the manager in dealing with difficult situations that might

otherwise be ignored.

OPM has concluded that ignoring a situation usually results in an escalation of the

problem. Morale and productivity are lowered and effective employees leave the

organization. On the other hand, dealing effectively with situations like hostility,

intimidation, and disruptive types of conflict creates a more productive workplace. This

can have a deterrent effect on anyone contemplating or prone to committing acts of

physical violence. Employees will see that there are consequences for their actions and

that disruptive behavior is not tolerated in their organization.

Without specifically stating such, OPM has identified an approach to dealing with the

issue cf workplace violence that mirrors the concepts and principles employed as a part

of community policing. The most widely accepted of these principles include the

following:

Accountability

Change

Trust

Vision

Partnerships

Empowerment

Problem Solving

Leadership

Equality

At its basic level, community policing is a philosophy and management approach that

promotes community, government, and police partnerships; proactive problem solving;

and community engagement to address causes of crime, fear of crime, and other

community issues. The thrust of the community policing model is to ensure that the

police and the community are working towards common goals. Community policing





highlights the importance that partnerships and cooperation play in successful problem

solving.

Larry Plummer of the Mountain View, California Police Department identified a number

of the critical elements of community policing in his article "Community Policing:

Thriving Because it Works" in the March 1999 issue of Police Quarterly. He summarizes

the arguments in support of community policing as follows:

Community policing is natural - it makes sense, has a historical base and is a natural

process for our police personnel.

Community policing is simple - its premises about people, partnerships and problem

solving provide a philosophy using a language that is common and easily understood.

Community policing encourages creativity - it encourages the utilization of a broad

array ofmeans and participants to resolve problems and carry out missions.

Community policing implies an appreciation for diversity - it highlights the need for

mutual respect, ethical conduct, and the reflection of the demographics in a community.

Community policing requires paying attention to environments - it requires an

understanding of the nature and dispositions of the community in order to build trust,

partnerships, and effective problem-solving initiatives.

Community policing is results-oriented - it requires police agencies to transform

themselves into multi-dimensional service providers, hubs, and facilitators for collective

action.

Community policing bolsters community support - it has given communities a better

chance to see and be involved with their local police agencies.

Community policing provides unified police leadership and direction - it is a mindset

and philosophy fueled by inclusion, tolerance, and good old-fashioned police work.

Community policing is thriving because it works. It serves a multitude of needs and

stakeholders creating ties and partnerships to solve problems. The dynamics created in

community policing environments ensures that they endure and grow stronger

Over the course of the past two decades, the principles of community policing have

allowed local law enforcement the opportunity to become more involved in the

institutions that serve as the foundations for communities. Initially focusing on

neighborhood and 'street-level' issues and problems, programs and initiatives such as

Neighborhood Crime Watches, Drug Free Zones, and Directed Patrol Plans were

developed.
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Source: Wakefield, Massachusetts Police Department.

When the issue of domestic violence became more prevalent, law enforcement turned to

the community policing model to develop programs that brought police and other service

providers into the home. This eventually led to an increase in the level of intervention

with home related issues and the development of programs focused on protecting and

enhancing the quality of life for seniors, children, and others.

Most recently, the principles of community policing have been applied to the issues

surrounding crime and violence in our public schools. Ten years ago, the presence of a

police officer in a school building was cause for concern. Today, with the successful

implementation of programs such as Drug Awareness Resistance Education (D.A.R.E.),

School Resource Officers (SRO's), and similar initiatives, police are partners with school

systems working to educate and protect young people.

While the Joint Committee on Public Safety has been able to identify a number of efforts

that are beginning to bring law enforcement into the workplace, none are incorporating

the principles of community policing to the degree we have seen in the environments

mentioned above. Many of these elements, such as the importance of establishing

partnerships, the encouragement ofcreativity, the appreciationfor diversity, and the need

for paying attention to environments are incorporated in the specific recommendations

developed by the Joint Committee on Public Safety.





Recommendations

Research

As with the establishment of any program or initiative, the need for quality research, pilot

testing, and evaluation is essential to ensure that appropriate methods, tools, and

approaches are applied to the problem. As evidenced in the body of this report, the Joint

Committee on Public Safety feels strongly that the principles and concepts that combine

to form the community-oriented policing model are worthy of further investigation as a

means by which to address the complex issue of workplace violence.

• Establish a workplace violence pilot initiative to reduce

incidents of violence through partnerships between local

law enforcement and companies and industries in their

community. Components of this pilot initiative should

include engaging in a collaborative process where the

principles of community policing are applied to the

workplace environment, gathering of data on specific issues

impeding workplace violence reporting and victimization,

identifying an appropriate workplace violence reduction

and prevention strategies; and implementing of pilot

strategies at companies/industries in a local jurisdiction.

Identification

One of the major aspects of dealing with a potential workplace violence incident is to

identify possible violent individuals and events that may lead an individual to a violent

conflict

• Train all managers in employee relations. Managers

should hold training seminars on how to identify and deal

with employee problems such as disputes with other

employees, financial problems, job termination, etc.

Continuous training and seminars should be available

throughout the year.

• Provide handbooks to all managers on how to identify

risk factors. In addition to training seminars, managers

should have a handbook to reference in case a situation

arises that the manager thinks could be potentially

dangerous. This handbook should be developed and issued

in conjunction with state agencies such as the Department

of Mental Health, the Human Resources Division, and the

Executive Office of Public Safety.
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• Increase the sharing of information between private

industry and law enforcement. Employers and law

enforcement together should seek to engage in a greater

level of information sharing about possible threatening

individuals or incidents while maintaining an appropriate

level of personal privacy.

• Create a special workplace violence task force. A
taskforce should be created that would develop a workplace

violence policy involving collaboration between public

safety agencies, state agencies such as the Department of

Labor and Workforce Development, the Department of

Mental Health, and representatives of the private sector.

Representatives of each group would have the opportunity

to meet and discuss critical issues in an effort to create

guidelines for assisting employers in maintaining safe and

productive work environments. This would create an

ongoing, working partnership between state agencies and

the private sector.

Prevention

It is questionable as to what level of accuracy can be obtained in trying to predict whether

or not a person will commit an act of workplace violence. For example, influences that

could be used to measure these possibilities, such as substance abuse, are found to be

generally low determinants with past workplace violence incidents.

However, attempts at prevention are possible and vitally important. It is highly suggested

that employees have better access to various forms of assistance and services provided by

companies and organizations. Employers should focus efforts toward humanizing the

workplace while also providing appropriate safety and security measures.

A proactive approach to workplace violence by an organization should involve

implementing prevention strategies (e.g., open door policies), recognizing the warning

signs (e.g., blaming others), assessing threat reduction (e.g., gathering

information/contacting law enforcement) and conducting follow through (e.g., security

assessment). These measures are among many that can be implemented in an attempt to

strike a reasonable balance between personalprivacy and employee safety.

• Develop zero tolerance policies on violence, threats,

harassment, and bullying. All work environments should

be governed by zero tolerance policies relative to both

verbal and physical violence, threats, harassment, and

bullying among co-workers. The workplace should not only

be focused on productivity and economic factors, but also

on humanizing the work environment. The availability of
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conflict resolution, mediation and other appropriate training

seminars, educational materials and services should be

available for addressing both existing and potential

problems between co-workers. In addition, a clearly

defined, easily explained, and circulated workplace

violence handbook should be drafted and circulated to all

employees.

Provide clear explanations of relevant corporate policies

to all employees, corporate contractors, and managers.

The relevant corporate policies and standard operating

procedures of an organization should be clearly explained

to all employees and contracted affiliates. Companies

should conduct appropriate training sessions, whether

regional or in-house.

Provide adequate/improved severance packages and
outplacement assistance to workers who are being laid

off or terminated. Upon the release of an employee, a

company/organization should provide an adequate level of

compensation and assistance to their former worker. For

example, appropriate severance packages should be part of

an employee release plan in an effort to ease the transition

of being laid off or terminated. In addition, aggressive

efforts to help former employees find new jobs, training

opportunities and skills enhancement training should be

pursued, not only a means of good faith but of truly trying

to help the person during this time of transition and

possible uncertainty about their future.

Provide counseling to employees being released. In

addition to financial compensation and out placement

assistance, counseling of soon-to-be former employees

should be offered as a means of dealing with any ill will or

feelings of blame or responsibility toward a company or

organization. Counseling on coping with loss, isolation,

dissatisfaction and general frustration should be attempted

toward improving the attitude of the person being released

toward the company.

Ensure company awareness of and assistance with

issues such as employee stress, economic issues, and the

general frustrations of life. Employee Assistance

Programs (EPAs) should be offered to workers who may be

dealing with social or economic issues resulting in stress,

frustration, or feelings of isolation.
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Establish a statewide, confidential toll-free "800"

workplace violence prevention/reporting telephone

number. A statewide confidential "800" workplace

violence prevention/reporting telephone line should be

made available for all employees. Currently, some

corporations in Massachusetts have such a service available

to their employees. However, the Commonwealth does not

provide such a statewide service to the general public.

Humanize the workplace to focus on culture, manager

skills, and relationships. An effective approach to

managing the workplace should emphasize the building of

professional and effective relationships based on trust,

civility, and respect. Under this model, employees at all

levels within an organization would treat one another with

a higher level of respect. In addition, managerial skills

enhancement should be an important component of this

equation. General respect and civility that flows throughout

the organizational hierarchy is vital.

Promote civility and respect as being equal to profit.

Clearly the bottom line in business is to make a profit.

Otherwise a company would be forced to close its doors.

However, happier and healthier workers may be both more

manageable and more productive, resulting in greater profit

through benefits such as less sick time, fewer problem

employees, etc.

Increase the role of the Massachusetts Department of

Mental Health. The Department of Mental Health should

be given an increased role to provide mental health

intervention during cases in which a person may have been

identified as being threatening or potentially dangerous, as

well as by focusing on general prevention methods through

workplace training seminars and educational materials.

Encourage the public and private sectors working

together. Both the public and private sectors should

increase their level of assistance and cooperation with each

other. For example, information sharing —while legally

maintaining a level of personal privacy about certain

individuals or problem employees among institutions —
could enhance pre-screening employment efforts.
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• Formulate educational programs in occupational safety

and prevention related training. Employers should offer

educational training programs in occupational safety,

violence prevention and aftercare (e.g., CPR and

defibrillator training).

Preparedness

As evidenced by the effective response to the Wakefield tragedy, specialized training is

the key to ensure law enforcement and medical personnel are prepared to deal with these

crises. The Wakefield Police Department, as part of the North Eastern Massachusetts

Law Enforcement Council (NEMLEC) organization, had received such training. Chief

Stephen Doherty has cited this training as the main reason the department handled the

situation effectively and quickly, and were able to diffuse the situation without any

further violence or injury.

Critical incident response training includes the creation of special tactical teams that are

dedicated to responding to school or workplace violence incidents. Part of the training of

these teams includes pre-planning, safety measures, specialized weapons training, and

threat assessment.

• Establish police preparations, preplans, safety

measures, and threat and risk assessments. Police

preparations, preplans, and safety measures should be

adopted as part of a violence prevention plan. Pre-planned

guides provide information on issues such as escape routes,

who is responsible to call police during an incident, and

general methods of handling one's involvement in an act of

workplace violence. Employers should utilize threat and

risk assessments relative to employee violence.

• Increase availability of medical training and equipment.

Increased CPR training in the workplace and availability of

Automatic External Defibrillators (AED's) are advisable.

AEDs, with some basic training, can be used by anyone in

an emergency situation.

• Increase communication between corporate security

personnel and local law enforcement. In the event of a

workplace incident, increased communication between the

security personnel at companies and local law enforcement

will increase the adequacy of information about the

physical plant and the number of people working in a

particular facility. Such communication would also provide

for a more effective response to an incident.
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• Increase use by companies of safety and security

seminars offered by law enforcement personnel.

Currently the Massachusetts State Police offer a

Professional Enrichment Awareness Program seminar.

Initially developed for educators in response to school

violence incidents, the State Police have adopted this model

for training companies as well. State Police, working in

partnership with local law enforcement should continue to

make this program available to commercial enterprises.

• Develop company incident response policies. Such

policies would include escape routes, practice drills, who is

responsible for calling the police, etc.

Conclusion

The Joint Committee on Public Safety acknowledges that the recommendations provided

in this report will not prevent all incidents of violence in the workplace. However, the

Committee's goal is to educate employers and employees of the risks of potential

violence and to offer some potential solutions to increasing workplace safety.

Violence in the workplace is an issue that requires the immediate attention and action of

government, private industry, and the public at large. The Committee feels strongly that

the principles of the community-oriented model of policing offer some powerful tools in

addressing this issue. These principles, in conjunction with other recommendations, offer

a starting point for a coordinated and rational approach to the issue.

It is the intent of the Committee to continue to offer a forum for discussion and legislative

support in developing strategies and approaches to dealing with this complex issue.
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